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ABSTRACT

Today’ sfire officers face many chalenges. The officer must recelve adequate training to interact
effectivdy with the public and fdllow firefighters. Although on-the-job training may be enough to squesk
by with, but it does not provide the knowledge, skills, and abilities to be an effective leader. No
subdtitute can be found for proper training and ingtruction.

Fire service personnel have been faced with a continuous and dramatic change in the scope and
complexity of services ddivered to the public it protects over the last severd years. With the
professiondism expected from today’ s fire service, citizens are scrutinizing performance a emergency
incidents more closdy than ever before. The focus of the fire service misson has grown from a generdly
reactive fire suppression force to a proactive, multi-killed, high technology, and full service discipline.
Now, fire organizations recognize the need to better prepare and improve the knowledge and skill of
personnel to enable them to carry out their misson.

The challenge facing the City of Oberlinis how to provide competent fire officers and leaders
now and in the future. With limited funding available, what will be the optimum method to assure the
development of our fire officer's abilities to provide the community's fire service in the future?

The purpose of this research project isto study and recommend afire officer development
program based on the review of current stlandards gpplicable to the position of fire officer. This study
uses a descriptive research methodology. The research questions to be answered by this undertaking
indude:

1. Are employee career development programs of vaue in preparing newly promoted fire

officers for their respongbilities and duties?
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2. What levd fire officer training has been adopted by other fire service agencies for newly

promoted fire officers?

3. What are the key components of an effective fire officer development system?

The results of this research showed that most of the departments were using NFPA 1021 as a
basisfor their fire officers development at the time of the survey. It dso reveded that not many
departments required their officers to participate in any type of continuing education after promotion.
Findly, it showed that any combination of training programs that provide career development for fire
officersin the recommended components of NFPA 1021 would provide the most viable knowledge
base for newly promoted officers.

The recommendation corroborated by this research was to develop and implement afire officer
development program for each rank level of the fire department based on components recommended
under NFPA 1021. This program would utilize a combination of alocd fire officer training program and

supplementa fire science courses or NFA field courses.
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INTRODUCTION

Today’ s fire officers face many chalenges. The officer must receive adequate training to interact
effectivdy with the public and fdlow firefighters. Although on-the-job training may be enough to squeak
by with, but it does not provide the knowledge, skills, and abilities to be an effective leader. No
subdtitute can be found for proper training and ingtruction.

While the Oberlin Fire Department complies with State of Ohio mandates for minimal volunteer
and career firefighter training, no requirements existed for the development or training of fire officers
upon promotion. Minimum quaifications for promotions to the ranks of lieutenant, battalion chief, and
assistant chief were based drictly on the years of experience and education. Qudificationsincluded a
minimum of two years experience in grade and possession of certain licenses and certifications. These
certifications conssted of Emergency Medica Technician - Basic and Firefighter 1A. Additiond credits
in the promotional process were awarded for attainment of Firefighter |1 or Fire Safety Inspector. The
result was a newly gppointed fire officer who faced an unfamiliar position without the tools required to
enhance the chances for professiona and persond satisfaction. Thisled to a“trid and error” learning
environment.

The purpose of this research project isto study and recommend afire officer development
program based on the review of current standards applicable to the position of fire officer. This sudy
uses a descriptive research methodology. The research questions to be answered by this undertaking
indude:

1. Are employee career development programs of vaue in preparing newly promoted fire

officersfor their responghbilities and duties?



2. What leved of fire officer training has been adopted by other fire service agenciesfor
newly promoted fire officers?

3. What are the key components of an effective fire officer development system?

BACKGROUND AND SIGNIFICANCE

Oberlinislocated in Lorain County in north centra Ohio. The Oberlin Fire Department isa
combinetion full-time, part-paid organization, providing fire, rescue, and support servicesto
approximately 10,000 citizens that reside in the City and in the surrounding New Russia Township. The
department is a combination of five full-time and twenty-three part-paid firefighters operating from one
fire station and responding to approximately 450 calls for emergency service per year.

The department was organized as a volunteer department in 1853. Over the years the number
and title designation of fire officers may have varied but the essentid functions of supervison and
adminigration on emergency and non-emergency scenes have remained a congtant. Today, eight fire
officersincluding one assstant chief, two battaion chiefs, and five lieutenants staff the department. Six of
these officers occupy part-time positions. For many years, the Civil Service Commission has been
charged with setting the standards for promotiond digibility and inevitably testing to fill the pogtion.
These standards have varied and were based on the recommendations of the fire chief and the city
manager. Never in the history of the department has any type of systematic gpproach been taken to
identify the areas that would lead to afire officer’s success based on the position. History aso shows
that there has never been a specific training program developed to prepare candidates for the needs

they would face when assuming newly promoted officer positions.



Fire service personnel have been faced with continuous and drameatic change in the scope and
complexity of services ddivered to the public it protects over the last severd years. With the
professionaism expected from today’ sfire service, citizens are scrutinizing performance a emergency
incidents more closdy than ever before. The focus of the fire service misson has grown from a generdly
reactive fire suppression force to a proactive, multi- killed, high technology, and full service discipline.
Now, fire organizations recognize the need to better prepare and improve the knowledge and skill of
personnel to enable them to carry out their mission.

A primary objective of the Nationa Fire Academy's Executive Fire Officer Program (EFOP) is
to advance the professona development of executive officersin the fire service. The Executive
Leadership curriculum requires an applied research project be submitted by each student. This applied
research project enhances the performance of executive fire officers while contributing to the fire service
body of knowledge. The information reviewed in this gpplied research project will assst the City of
Oberlin Fire Department in determining the training components necessary in its devel opment of

competent fire officers for the future.



LITERATURE REVIEW

Introduction

In preparation of this research project, relevant information in the form of books, magazines,
and associated articles were reviewed to obtain information pertaining to career and professiona
development systems for fire officers. Information obtained from the literature review will enable the
reader not only to identify critical factors necessary for fire officer success, but to define the components
of an officer development system for the department.
The Need for Professional Development

From the literature search on the subject, there is no question that career development is
identified as the crucia management tool designed to strengthen individua performance, develop
employee potentid, and improve organizationd effectiveness. Apparently, few chief officers today
guestion the importance or potentia power of awell-designed career development process. Many,
however, will admit thet their current fire officer development system fdls short of expectations. There
are indeed many reasons for this. In the article, Higher Education: Meeting Fire Service's Changing
Needs, Kirtley (1989), said that many community colleges and four year colleges are identified as not
having the fire science or fire service adminigtration programs in place that effectively addressthe
gpecific problems of the fire service.

There are more than 1,100 associate degree programs related to the police service, compared

to 314 fire service programs. At the baccal aureate degree level, there are 36 fire programs and

648 police programs. At the master’s degree level, there are four fire and 130 police programs.

Fndly, at the doctora leve, there are 19 police programs and just one fire program. (Clark,



1993, p. 51).

Ten yearslater, in 1998, the educationa opportunities have not changed much. A review of
Peterson’s 1996 Guide to Four-Year Colleges (Petersons, 1996) reveded that locdly within the
State of Ohio twenty-five colleges offer baccaaureate degree opportunitiesin crimind or police science
while only two colleges offer education in fire science. The ligting for two-year colleges (Emanski, 1996)
reveaed twelve colleges with associate degrees in police science and only seven with fire science
degrees.

In hisaticle, Higher Education and Fire Service Professionalism, Clark (1993), illustrates a
correlaion of higher education to professonaism when he compares the educationa opportunities for
both fire and police service. The police service higher educationd opportunities sgnificantly outweigh
the fire service programs at dl levels. Clark atributes this differentia to culturd and organizationd
function when he says, “We have been training-oriented, from the bottom up, with an
experiential/consensus knowledge base. What we need to become is education-oriented, from the top
down, with a research/science knowledge base’.

Almog twenty years ago, Nielson (1979) was promoting a greater degree of commitment
toward higher education and professonadism in the fire service. The author directed the chdlenge, “We
al dam that we are professionds, but what redly givesthefire service this satus?” Nielson noted that,
“Some well-known fire service educators say that certain points must be met if ajobisto qudify asa
professon”. The key points relating to fire officer development include: 1) a professon should rest on a

body of knowledge and on developing persona skillsin gpplying knowledge to specific cases, 2) the
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career development of fire service executives must be systematic and deliberate, and 3) professiona
gtatus begins with education.

The need for career planning and professiond development in the fire service cannot be
overemphasized or overdated. Sanders (1993) in his article, Training is the Key to Future Success,
emphasizes this point best when he says, “ Because an organization’s success depends on the
knowledge, skills, and abilities of its future leaders, officer training is of paramount importance’. Clark
(1993) reemphasizes this point when he says, “ The benefits of college and graduate-school education’s
are an innate part of what makes a profession a profession. If the fire service takesits own
professonadism serioudy, it should do more to promote fire science as an academic discipling’.

Farren and Kaye (1996) explored the need for career development for leaders as follows:

There are many ways and opportunities to help people develop their career. These actions can

be divided into the five broad categories described below. Each category is adidtinctive

leadership role that corresponds to a different stage of the career development process. These
roles are facilitator, apprai ser, forecaster, advisor, and enabler. To engage peopl€e's career
interests as abasis for leadership, it is necessary to be proficient at al five roles. (Farren and

Kaye, 1996, p. 178).

Management researchers have aso examined exigting fire officer development systems over the
years. Cayer (1980) notes, “The history of training in the public service has not been a good one. Policy
makers have long consdered employee training a waste of taxpayers dollars. Training is costly, and the

costs lead to controversy over whether training should be undertaken™.
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While there have been many ways of promoting officers over the years, we are seeing more and
more departments move to some form of organized career development programs for their
employees. The program should be carefully consdered so that onceit isin place, it remains
congtant. This planned effort gives employees a clear and congtant path to follow for
advancement. To capably serve in the new position after advancement, training and education in
the new kills, knowledge and abilities should be mastered before promotion to the next rank.

(Smoke, 1997, p. 8).

The process of fire officer development is one of continua change. As more studies of the
process are made, moreis learned about how the development process can be changed and improved.
Farren and Kaye (1996) explain:

A professon isacraft or discipline with its own history, core competencies, recognized

standards of practice, and expert practitioners. Formal education or training and a protracted

period of gpprenticeship are usualy necessary to master a professon. Unlike individua jobs,
which are created and diminated overnight, professions persst over long time spans. (Farren

and Kaye, 1996, p. 183).

The need for fire officer development has been continuous. In 1989, Carter (1989) commented
that during the 1970's the redlization was that the fire service must develop a speciaized body of
knowledge, pursue college degrees, and develop criteriafor progressing upward in an orderly fashion.

The legal climate of the 90's requires fire officers to be accountable for their actions and the
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safety of thefirefighters they lead. Only through proper training can accountability be achieved.

In increasing numbers, fire and rescue departments are placing certification requirements on the

variousrank levelsin their organizations. This certification process ensures that personnd in any

given pogtion will have the minimum amount of knowledge needed to perform at that leve.

(Armstrong, 1997, p. 10).

Brown (1987) defined thirteen fatal errors that managers make that should be avoided. One of
these key errorsisfailing to develop personne. He states that everyone should be given training for the

next pogtion if he or sheiswilling, capable, and interested.

Career Development Systems Availableto the Fire Service

Over the years, numerous fire officer development programs have been developed to establish
specific sandards and evauate performance for a position. The research suggests that each program
has its advantages and disadvantages under various operating conditions.

Fertig (1984) noted that many departments fed that on-the-job training for fire officersis
aufficient. This opinion is not isolated solely to the fire service. Amabili (1992) remarks that
adminigrators of severa municipdities and other governing bodies generaly do not recognize the need
for executive development for fire officers.

Danid Gardiner (1992) believes that fire departments are findly recognizing the importance of
officer development through quality education. He continues:

From the day of appointment, to the day of retirement, the fire officer must be completely in

tune with what the fire department wants to accomplish. Thisistrue from both the fire ground
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operations, public rdations, and everything in between. The greatest fire officer is of little
effectivenessif hisforces can't operate in amanner that his strategy and tactics mandate. At the
same time, the newest fire officer should not St around and wonder where he/shefitsinto the
emergency response equation. The responsibility lies both with the fire service and with the
individua officer candidates. An officer’s professiona and educationd appetite must be
satidfied. This can be done by qudity in-house training or through outside sources. The

important thing is that education is thorough and relevant. (Gardiner, 1992, p. 5).

The origind concept of professond qudification sandards, as introduced by the Joint Council
of Nationa Fire Service Organizations (JCNFSO) and the National Professiona Qudifications Board
(NPQB), was to develop an interrelated set of performance standards specificaly for the fire service.
Various levels of achievement in the standards were to build on each other to formulate a gtrictly defined
career ladder. The committee on Fire Officer Professond Quadiifications has been meeting regularly
since 1973. In 1990, the respongbility for the gppointment of professona qudifications committee and
the development of professona qualifications standards were assumed by the long recognized leader in
the development of standards, the Nationd Fire Protection Association (NFPA). Theintent of the 1997
Edition of the NFPA 1021, Sandard for Fire Officer Professional Qualifications, was to develop
clear and concise job performance requirements that can be used to determine whether an individua
possesses the minimum skills and knowledge to perform the duties of afire officer.

The stlandard specificadly identifies four distinct levels of progression. Progression within the

gtandard is based on how much respongbility is assgned to the individua and how much knowledge is



necessary to execute those duties successfully. A generd prerequisite knowledge is also required for

entry into each leve. The four levels of progression include:

1.

2.

3.

4.

Fire Officer | - Supervisory Leve
Fire Officer Il - Supervisory/Manageria Level
Fire Officer Il - Managerid/Adminidrative Level

Fire Officer IV - Adminidrative Leve

Each progression leve isthen assgned various degrees of knowledge subdivided into the

following eeven specific arees:

1.

2.

10.

11.

Generd

Human Resource Management

Community Awareness and Public Relations
Organizationd Structure

Adminigration

Budget

Government Structure

Information Management

Inspection, Investigation, and Public Education
Emergency Service Ddlivery

Safety (1997 Ed., pp. 1021-1-1021-14)

The 1997 Edition of NFPA Standard 1021 was converted to ajob performance
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requirement (JPR) format in order to be consstent with other sandards in the Professiona Qudification



Project. Because job performance requirements are written using terms specific to the job, they lend

themsdves wdll to any areawhere aleve of performance or expertise must be established or

determined. Some examples listed in the standard include;

1.

2.

3.

4.

5.

Identify the authority and responsibility of each component of the fire department.
Prepare a pre-incident plan.

Justify the proposed expenditures to the appropriating governing body.

Develop an accident prevention program.

Plan, assgn, coordinate activities, and establish priorities at the unit leve.

However, adirect correlation between the NFPA Standard 1021 and its application to fire

officer development does exist. The professiona qualifications standard can be useful to both the fire

officer and the employer in developing a plan and guide for an individud’ s growth within the

organizetion.

In 1997, the Cuyahoga Community College' s Police and Fire Training Indtitute and the
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Education Advisory Committee of the North Eastern Ohio Fire Chiefs Association met to review the

NFPA Standard 1021 and determine its applicability to fire officer development. The Advisory

Committee, through its fire officer training program a Cuyahoga Community College, offersa

certification track for both volunteer and career firefighters. Certification can be obtained by completing

aspecific course of study, passing appropriate certification examinaions, and meeting certification

prerequisites such as minimum experience requirements. Within the certification track is the Fire

Officers series consgsting of eighteen course sections.

1.

How to succeed in the new role as a company officer.



10.
11.
12.
13.
14.
15.
16.
17.
18.
In 1997, the Ohio Fire Academy added the Officer Development Program to its curriculum.

Thisfire officer training was gpproved and implemented as a three-tiered professona devel opment

Differentiate between management and |abor rights.

Fire ground and workplace hedth and safety issues.

Management principles, planning, organizing, implementing and evauding.

Effective communication skills

Problem solving.

Leadership, group influence, and team building.
Understanding people.

Maintaining discipline.

Counsding and evauating personnd.
Teaching and organizing training sessons.
Legd/ligbility issues.

Building congruction and fire behavior.
Fire ground dtrategy and tactics.
Fundamentas of fire investigation.
Incident Command System.

Pre-fire planning and inspections.

Safety and surviva techniques (Cuyahoga Community College, 1998).

16

system aimed at the newly promoted company officer or afirefighter anticipating future promotion. The

course identifies the minimum standards that correspond with the NFPA 1021 standard task
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requirements and those components that have also been cross referenced to the NFPA 1031 and 1041

Standards. Sixteen generd performance requirements are outlined with several specific task titles

identified for each performance requirement. The performance requirements include:

Company Officer, Phasel

1.

2.

3.

4.

5.

Public spesking
Ingtructiond techniques for company officers.
Incident safety officer.

Culturd divergty and a hostile work environment.

On-Guard’'s‘Making a Difference’ development program.

Company Officer, Phasell

1.

2.

5.

6.

Building congruction.
|dentifying hazards.
Incident Command System.
Accountability.

Strategy and tactics.

Learning to make fire ground decisions.

Company Officer, Phaselll

1.

2.

Arson detection for first responders.
Report writing and documentation.
Labor relations.

Contract issues.
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5. Essentials of customer service (Ohio Fire Academy, 1997, pp. 28-29).

Internationa City Management Association (ICMA), as a professond and education
organization, has published two outstanding books on the subject of employee development aimed at
improving professona competency and strengthening the qudity of supervisorsin governmentd
agencies. In Managing Fire Services and Effective Supervisory Practices, the materid isamed a
identifying the criteria to develop supervisor and managerid skills and knowledge that is gpplicable to
career devel opment.

In increasing frequency, fire service books and periodicas over the last twenty years have been
devoted to increasing the understanding of the role of thefire officer. Asaresult, attention to
management leve skills has evolved. The Internationd Fire Service Training Association (IFSTA) has
published two outstanding manuas, Company Officer and Chief Officer, that help to identify the

specific essentid duties and job functions a these fire officer levels.

Summary

A review of the literature indicated that there were numerous studies performed by executive
fire officers on the topic of career development. The research provided a clear understanding of the
problems and expectations associated with the establishment of afire officer development system that
would be beneficid to the employee and the organization.

The information provided a historica perspective of employee career development, aswel asa
current perspective from the experiences of subject matter experts considering new approaches and

drategies. The objective review of these perspectives dlowed for the identification of the most essentid
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agpects when recommending the selection of afire officer development system.
PROCEDURES

Severd sources of written materials were used to gather information in this study including
articles from professond periodicals and books. Information compiled in the literature review was
supported by an independent survey developed by the author. This survey instrument was directed
toward locd fire service organizations. The survey was conducted by mailing during the period of July
15, 1998, through August 5, 1998. A mail survey was the method chosen because it facilitated
contacting the largest number of respondents in the shortest amount of time,
Population

The group surveyed represented the locd fire service organizations. The fire service group

conssted of the following:

1. Forty-eight (48) fire departments within the Northeast Ohio areawere surveyed. They
represent 70 percent of the fire organizations within atri-county area, including paid,
volunteer and combination departments.

2. The survey was conducted by written instrument through the mail with completed
surveys returned by mail or facamile.

I nstrumentation

An 8-part survey insrument was used to sample the responses of the Northeast Ohio fire
service organizations. These questions were limited mostly to yes and no answers with some clarification
alowed for certain questions. In particular, respondents were asked as to the purpose, components,

and overd| perceived qudity of current officer development systemsin thefire service. It took an
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average time of less than ten minutes for the respondents to complete the survey form. A copy of the fire
department survey form isincluded in Appendix A.
Collection of Data

Raw data was compiled for each question as indicated by the respondents. The results were
tabulated and are displayed in Figure 1 through 7 and Table 1.
Assumptionsand Limitations

It was assumed that al respondents would answer the survey insruments honestly, accurately,
and without prejudice. Fire service participants were considered knowledgeabl e because they were
employed in adminidrative positions within their respective departments.

Although the survey was directed to the chief executive officer of each fire department in the
Northeast Ohio region, dueto its limited sSize and scope, it may or may not represent al fire service
organizations in the country. A reaively smal sample population was surveyed due to time and

resource limitations.

RESULTS
The god of the fire department survey wasto learn if Smilar fire service agencies were using a
fire officer development program for their newly gppointed officer, and to determine the content of such
aprogram. The information obtained from the literature review was generdly supported by the data

gathered from the survey.
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Fire Department Survey

A totd of eight (8) questions were presented in the fire department survey. Severa questions
had Y es/No responses, while other questions required more detailed information.

Of the forty-eight surveys mailed, twenty-three (23) or 48 percent were returned, representing a
wide variation of fire agencies serving populations from 1,000 to 71,000. All agencies answered
Question 1. Questions 2 through 8 were answered relevant to the type of fire officer development
programs offered by fire departments or used though another agency. Tabulation of the answers
received to these survey questions are listed in Figures 1 through 7.

Resear ch Question #1

Are employee career development programs of vaue in preparing newly promoted fire officers
for their responsibilities and duties?

Responses to survey question #2 show that none of the twenty-three responding surveysfrom

areafire departments are offering some type of formd fire officer development program.

D Yes

B
No

Figure 1. Does your department have aformd written development system for newly promoted fire



officers?

D Yes
. No

. No answer
Figure 2. Isfire officer development a high priority in your organization?
Excellent
Good

Needs impravement

| [l

Not applicable

Figure 3. How would you rate the overdl quality of your department’ sfire officer development?

Thereaultslisted in Figure 2 indicate that twenty of the respondents assert thet fire officer

22

training is a high priority in their organizations. However, eighteen respondents aso note that the current

means of fire officer training needs improvement.
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Resear ch Question #2

What level of post-promotionad fire officer training has been adopted by other fire service
agencies? The results listed in Figures 4 through 6 indicate that twenty (20) of the fire agencies
responding to the survey recognize the need for some type of fire officer professona development.
Figure #4 indicates that only nine (9) of the agencies require additiona certifications and/or training for
newly promoted fire officers. Figure #5 indicated that only thirteen (13) of the agencies conducted some
form of fire officer training within their own organizations. Of the thirteen agencies that do conduct fire
officer training, ten base their training programs on the NFPA 1021 standard. Figure #6 shows that a
least Sixteen (16) of the fire agencies required some form of continuing education for their current fire
officers. This may indicate their recognition of the need for professona career development and the

ever-changing fire service operations.

|:| Yeas
] nNo

6D.0%

Figure 4. Does your department require any certifications and/or technicd training courses to be
completed after promotion of new officers?
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Yes
No

B

Figure 5. Does your department conduct any officer’ s training programs for newly promoted fire
officers?

|:| Yes
. No

Figure 6. Does your department require ongoing training for dl fire officers?
Resear ch Question #3

What are the key components of an effective fire officer development sysem? Question #3
was designed to dlow fire departments to identify their perception of components necessary for afire

officer development program. Respondents were asked to prioritize the twelve specific areas of
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knowledge as outlined by NFPA Standard 1021 as depicted in Table 1.

Table 1. Fire officer competencies as ranked by respondents.

g
3

Competencies

Communication skills

Emergency sarvice ddlivery

Sefety

Human resource management

Panning

Community awareness/public education
Organizationd Structure

Information management

Ingpection, investigation, public education
Adminigration

Budget preparation

Government structure

OO [(NO|O A |W[IN|F

[
o

=
=

=
N

The research reveded that most fire agencies recognize common components necessary in the
development of an effective fire officer program. Researchers generdly agree and recognize the need for
explicit criteria that describes concise job performance standards for a position such as those delineated

by NFPA Standard 1021.

DISCUSSION

Determining the optimum fire officer development program for an organization is not an easy
task. One must consider quantitative data, the organizational culture, program cogt, and particularly the
human and behaviora aspects of people before developing and implementing any system. These factors
al play aggnificant role in the effectiveness of any potentid fire officer development program
recommended.

Since the 1970's with the formation of the Joint Council of Nationa Fire Service (JCNFS), a
gtandard professona development system to train our fire officers has been afire service god. The
Council eventudly led usto the firgt edition of NFPA 1021 in 1976. With its continuous updates, it has
remained the fundamenta bass for mogt exigting fire officer training programs.
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The results of this research project, specificaly through the literature review, identified a generd
agreement that mogt fire service organizations believe that an effective fire officer development sysem is
necessary for the success of the fire officer. The question remaining is how do we define the leve of
knowledge, kills, and abilities needed by afire officer to be successful? Do these attributes vary with
each department?

The literature review and our research both suggest that programs such as NFPA 1021 outline
areas of expertise that afire officer should know. Consequently, our research wanted to evauate if fire
executives agreed with the literature review and that the categories so important to fire officer training
were cons stent whatever the department. If we could rule out vast differencesin perception, perhaps
the content of afire officer development program for the Oberlin Fire Department could be recogni zed.

Our research indicated from the survey that there was significant agreement on the rdaive
importance of topicsin such a program. Ten of the thirteen agencies that do conduct fire officer training
base their training program on the NFPA 1021 standard. The twelve program areas delineated under
NFPA Standard 1021 were ranked. The purpose of this ranking was to the agreement in perception of
important categories for fire officer traning and to establish a prioritized listing of topics upon which a
department could probably derive an extended timetable for completion.

The top four ranked categories (see Table 1) included communication skills, emergency service
delivery, safety, and human resource management. It could be argued that these four categories are
necessary sKills useful in any supervisory position from lieutenant through fire chief. 1t was dso noted
that while neither the Ohio Fire Academy nor the Cuyahoga Community College fire officer training
programs were in full agreement with the content of the NFPA Standard 1021, they included these four
topics.

The next five ranked categories included planning, community awareness, organizationd
gructure, information management and ingpection, investigation, public education programs. The most
surprising category ranking was the fact that those skills deemed necessary for executive officers
(adminigtration, budget preparation, and government structure) were listed as the lowest prioritization by
the chief officers who completed the survey.

No formd training for newly promoted fire officers or cortinuing education for other officers
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covering dl aspects of NFPA Standard 1021 isin place in Ohio. The lack of these essentia
componentsin the career development system istied directly in literature to the failure of most systems.
The results a so reveded a marked difference in the perceptions of local fire agencies regarding the
overdl qudity of the current system. Correcting these differences are among the many vaid reasonsto
develop a standardized and objective fire officer development program.

The results from the literature search and the survey instrument provide clear answers to our

research quedtions, including:

1 The literature substantiates that employee career development programs can be of
sgnificant vaue in preparing newly promoted fire officers for their reponghilities and
duties.

2. The literature has identified severd fire officer training programs that are in existence and
which other fire service agencies have adopted for newly promoted fire officers.

3. Both the literature and the survey suggest that the most common components of an
effective fire officer development system should be based on the NFPA Standard 1021.

RECOMMENDATIONS

It isthe opinion of this author that the data collected in this research project has clearly shown
the need for afire officer development program. After analysis, the NFPA core objectives were
determined to be those most needed by fire officers:

Two important issues identified in this research project are the job-relatedness of any fire officer
training program, and the necessity for consistency of gpplication within the system. The standard by
which the employee' s parformance is measured must be directly related to the essentia job
requirements of the position and be accurately reflected in a career development guide. State and
regiond fire agencies and the higher educationd indtitutions that serve them together should aggressively
study the possibility of afire officer development program. To maintain aqudlity fire service for the
citizens, timely response, effective service, and afar cog, thisis essentid. To initiate the concept of a
fire officer development program in fire agencies such as the City of Oberlin, it is recommended that the

following measures be accepted and implemented. These recommendations are consstent with the
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conclusions from the information and survey results within this research project.

1.

Formally adopt the NFPA Standard 1021 as the core training program for the Oberlin
fire officer development program.

Using andysis of current job descriptions, determine the leve of fire officer training
(according to NFPA 1021) necessary for each fire officer pogition in the department.
Since onefire officer training program covering al attributes of the NFPA Standard
1021 does not currently exist, adopt the Cuyahoga Community College training
program as the core development course, and supplement this training with other course

work for those attributes not covered with the CCC course.
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Fire Officer Development Questionnaire
Nationd Fire Academy Executive Fire Officer Program

Type of department: [ ] Full pad [ ] Patpad [ ] Combination [ ] Volunteer

Does your department have aforma written development system for newly promoted fire
officers? [ ]YES [ INO

Does your department require any certifications and/or technica training courses to be
completed after promotion of new officers? [ ]YES [ ]NO

If yes, please describe:

Does your department conduct any officer’ s training programs for newly promoted fire officers?
[ ]YES [ ]NO
If yes, isit based on NFPA 10217 [ ]YES [ ] NO

Does your department require ongoing training for al fire officers?
Type: [ ]YES [ ]NO

Do you congder fire officer development a high priority in your organization?
[ 1YES [ ]NO

How would you rate the overal qudity of your department’ sfire officer development?
[ ] Excdlent [ ] Good [ ] Needsimprovement [ ] Not applicable

Based on your experience and department’ s need, please rank the following competenciesin
order of importance that you fed would equate with afire officer’'ssuccess. Use#1 as most

important, and # 12 as least important.

Human resource management
Community awareness/public relaions
Organizationd sructure
Adminigration

Budget preparation

Government structure

Communication skills

__ Information management

Panning

I nspection, investigation, public education
Emergency sarvice ddivery

___ SdHety

Other
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